The Organ Donation and Transplantation Alliance
National Donor Management Summit.
September 1 and 2, 2021
“Bold Goals, Bold Actions, Bold Impact.”

Change Management and Healthcare
e Dr. John Chessare
e John Scanlon

Sept 15t 11:15 to 12:00 EST




Organ Donation & Transplantation Systems —Change Management

Donor
.-~ Hospitals
\ Organ
Community Health Procurement
Care Systems Organization
Hospital /
Transplant

Centers



Organ Donation & Transplantation Systems —Change Management

Brain Death

DcD Early Referral

Eligible Deaths Donor
.-~ Hospitals
Potential e P \

Donor Conversation Rate

Organs Recovered

Donors -7 Orga n
Community Health Procurement .
Care Systems \ Organization
Transplant S S Hospital / Acceptance
Wait List ot Transplant Organs
Survival Centers Transplanted Organs Discard

Rates



A dynamic system

is always in flux. » Positive
Ener

Positive and &Y

negative forces

push and pull » Negative
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The Summit showcases
the forces in play:

* new world changes

* current issues

* innovative trends

* challenges

* opportunities

Leave the Summit able
to take advantage of
positive and negative
forces driving change.



Change Management
Consider that it may be better to lead
change rather than try to manage it.

Generate positive energy Flip negative energy
with your leadership story. as you encounter it.
1. Declarations  Say “yes, and...”
2. Assertions * Hear the offer
3. Requests and offers e Effective question




Quick Poll: Pick the one best answer.

The biggest “change management” | expect my organization will
undergo over the next 1-2 years is best described as:

1. A transformation that takes us to higher level of performance and impact
on the system we are in

Continuous, steady improvement in our operations and performance
No significant change in what is solid performance

Increases in cost and effort to maintain current performance.

Some decline in quality and outcomes due to changes in regulation, rules,...
Not sure at this moment
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Part 1

Generate positive energy with
your personal leadership story.



Change Management Is Best Viewed As Leadership Work

“Today if you are in healthcare
you have to know how to
innovate and be ready to lead ...”

Tom Evans,
Innovation Born From Disruption

July, 2021

Tom Evans, MD, President & CEO of
Iowa Healthcare Collaborative



Different Roles,
Different Skill Sets,
Different Results

Leadership

Management



Leadership, a choice we make

A
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future

be?
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One choice: the future is set; deliver it.
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Another choice: “I want to see something better ”

A

Value

Current Drift

Tdday Time " Future



Leadership: Stand and convene others
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Leadership: Stand and enroll others
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Leaders Use Leadership Speech Acts In Their Leadership Story

Leadership Speech Acts Leadership Story Elements

1. Declarations ... ___________. Compelling vision, bold aims
2. Assertions __________________ What works, leading practice
3. Requests & Offers -------- Commitments gathered

Leadership Happens Through Language



Change Management Is Best Viewed As Leadership Work

4 )
What is a vision of the future | speak

_to generate positive energy )




John Chessare, MD, MPH
President and CEO of
GBMC Health Care

Greater Baltimore Medical Center
Vision Statement:

To every patient, every time,
we will provide the care that we
would want for our own loved ones.




GBMC HealthCare System - A Transformation Journey

GBMC Health Partners
* Primary Care
e Specialists

Greater Baltimore
Medical Center

e 300 Beds

e 23,000 Admits/Yr.
« 52,000 ED Visit/Yr.

Gilchrist
* Hospice
 Elder Care

2011, Good Community Hospital
and hospice with excellent Staff
Strong business focus.
Compliance discipline.

No quality culture or system.

!

2020, Health Care System
Achieves the

Malcolm Baldrige
National Quality Award




Defining Moment: Two Day Board Retreat With New CEO

GBMC moves from:
“profit and loss” driven,
to being:

focused on the healthcare needs of the
community and outcomes driven



Our Vision Statement 2011-2021,
Co-Authored by CEO & Board In 2011

Our professional staff will be able to say with confidence
that the guidance and medical care they are providing
mirrors what they would want for their own family.

THEREFORE ... we must transform:

e our philosophy

e organizational structure

 model system for delivering patient-centered care.
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A Serious Conversation ... Not Easy To Do

Board members asked:
e “What does all this mean?”
 “What do you mean the hospital could shrink?

« “We won’t go bankrupt ... right?”



What do we want for our own loved ones?

We want the GBMC HealthCare Quadruple
Aim

1. The Best HealthOutcomes

2. The Best CareExperience

3. Lowest Cost (Least Waste)

4. With the Most Joyfor those providing the care



Baldrige Criteria were spread and
used to get people into action!

“It is easier to act your way into a new way of thinking,
than to think your way into a new way of acting.”

It took GBMC 10 years of acting and testing our
way forward to become a Baldrige recipient.
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During a virtual site visit, GBMC HealthCare was rigorously
evaluated in 7 areas defined by the Baldrige Framework.

A team of examiners met with
hundreds of members of the GBMC HealthCare workforce.

Here is what they saw #
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GBMC'’s Systematic Approach to Caring for a Population of Patients

5% of _
Patients

Dying >

Advanced >
Illness

>

Complex Illness

Chronic Disease
~15 — 30% of Patients g

Healthy Individuals
Individuals, Asymptomatic Conditions
(60% - 80% of Patients)

GBMC Services

Gilchrist Hospice Care

In-home Elder Care
Facility-based Care

Medical and Surgical Hospital Care
Post-Acute Care

Medical Neighborhood
* Patient-Centered Medical Homes
* Specialists

Patient-Centered Medical Homes
(PCMH)
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Best Health Outcome: Improvement in Diabetes Care
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Best Care Experience — Consumer Assessment
Annual Overall HCAHPS Inpatient Score GBMC
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Least Waste of resources

GBMC’s Total Cost of Care falling
In Maryland’s unigue Medicare
“global budget” payment system
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GBMC HealthCare was one of only five organizations
nationwide to receive the award in 2020

And one of only 29 health care recipients
in two decades of the award’s history.



Ask any employee how do you like working at
GBMC and you will hear them describe the vision:

“To every patient, every time, we
will provide the care that we would
want for our own loved ones”

That choice is remade every day by every employee!
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Part 1.

Jan Finn
Kevin O’'Connor



How have | used a bold aim,
a compelling vision to
engage and enroll others?

Kevin O’Connor
President & CEO,
LifeCenter Northwest
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Jan Finn, BSN, MS

« President-Elect, Association of
Organ Procurement Organizations
2021-22

 President and CEO, Midwest
Transplant Network

How have | used a bold aim,
a compelling vision to
engage and enroll others?



Quick Poll: Pick the best one answer

In what way do | see engaging others on bold aims and compelling
vision to move my organization forward with change management.

1. Already in action on major change program

2. Ready to introduce my personal bold aim

3. See joining others moving forward on a compelling vision

4. Using recent innovations or best practices to trigger major improvement
5. Change management is not on the horizon.



Part 2.

Flip Negative Energy



At Some Point Leaders Will Encounter Negative Energy

'\

The
professional
world we
work in;

the world
we serve

High Energy Responses

That May Appear

e Harsh criticism

* Complaints

* Deep concerns
 Low staff morale
 Breakdowns

* Disruptive surprises

»

Conversation
is generating
negative energy
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Flipping Negative Energy: A Kit

Always say
“Yes, And ...”

Listen for Requests &
Offers Just Below
the Surface

Process The Negative
With An Effective
Question




Flipping Negative Energy: A Kit

Always say
“Yes, And ...”

Accept what is
offered (Yes),
then add to it (And).

Don’t fight. Say “yes’
and later figure out
how to do it all.

)

Listen for Requests &
Offers Just Below
the Surface

Listen to complaints and
criticism as call for help, as
offers to create a solution.

Secure a commitment to
solve the problem.

Process The Negative
With An Effective
Question

Create questions that
cause yourself and
partners to generate
positive possibilities
around a negative
situation




Miller’ s Law

To understand what another person is saying,
you must assume that it is true and try
to imagine what it could be true of

George Miller,
Princeton Professor of Psychology



When confronting difficult, painful situations:

Instead of asking:
Why is this happening to me?
Ask:

Why is this happening for me?

Former Congressman
Elijah Cummings



The “McGann Effective Question” to Flip Negative Energy

What is good
about this
seemingly bad
situation?

Paul McGann, MD

Chief Medical Officer for Quality Improvement,
Division Center for Clinical Standards and Quality,

CCQs, CMS



Miller’s Law, what would make it true
Elijah Cumming’s Shift from “to me” to “for me”

The McGann Effective Question, find good in the bad



Carolyn Candiello,
VP Quality & Patient Safety,
GBMC

“Given this situation, what do we have
to do better to have a chance at
achieving the Baldrige Award”
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Change Management Is Best Viewed As Leadership Work

(- )
What is the effective question | will use to

jlip the negative energy | encounter







GBMC employees 3,900
people, clinical and non-clinical

They all are involved.
It’s one vision, one system, one

culture ... many leaders

And in the end it’s all personall

John Chessare, MD



In GBMC everyone lives the vision.

In GBMC anyone who manages at least
one person is considered a leader.

There is a GBMC Leadership System
that establishes a way to live the
vision as a leader in GBMC



GBMC Leadership System Enables All

-

1. Be The
GBMC Vision,
Mission,
Values, Aims

~




GBMC Leadership System Enables All

-

5. Take Advantage Of Our Quality Improvement Culture

/ 4. Use A Leadership Style To Generate Net Forward Energy \

-

3. Follow Our
Management
Cycle for
Discipline and
Method

2. Understand
All Stakeholder

Requirements

1. Be The
GBMC Vision,
Mission,
Values, Aims

\K

~




The results of the Leadership System show up as
accountability in our integrated management processes.

GBMC
Leadership

Common Vision
and Values

Organizational Performance Review Process:
Unit by unit compare performance vs. goals.

Establish accountability for organizational
performance.

Staff Performance Management Process:
Each leader reviews staff performance.
Recognizes & rewards individual performance,
mentors, builds personal accountability
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As bad days happen, as they always will,
we have learned to step forward with
leadership behaviors.

“Given this situation, what do we
have to do better to have a chance
at achieving the Baldrige Award?”

Carolyn Candiello,
VP Quality & Patient Safety, GBMC
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In 2020 we are a Baldrige Quality, community-based
health care system with exceptional performance ...

and the Covid pandemic hits us!

How we took a major disruption ...
a force that looked like it would
throw us off our values and aims ...
and turned it to our advantage!






Jan Finn, BSN, MS

« President-Elect, Association of
Organ Procurement Organizations
2021-22

 President and CEO, Midwest
Transplant Network

Example of a disruption and
how it was used to trigger
net forward energy toward
a bold aim?



Kevin O’Connor
President & CEO,
LifeCenter Northwest

Example of a disruption and
how it was used to trigger
net forward energy toward
a bold aim?
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Change Management Is Best Viewed As Leadership Work

Leadership Speech Acts

Flipping Negative Energy Tool Kit



Quick Poll: Pick as many as apply

In leaving the Summit with a leadership game plan, | can see
having fun adapting and applying the following leadership tools:

1. Declarations - putting forward a compelling vision or bold aim
. Assertions — showing what works, innovations, leading edge practices
3. Request and Offers - securing commitments from others

N

4. Say “yes, and...” - avoiding fights, generating synergy
. Hear criticism as a “request and offer” - finding the commitment behind criticism
6. An effective question to process the negative — flipping the negative

Ul





